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THE PRESTDERT*SPSCHEDULE NOT ISSUED_|

Monday =~ July 25, 1977

9:00

9:28

9:30
(2 hxs.)

11:45

12:00

1:30
{20 min.)

2:00
{20 min.)

Dr. 2bigniew Brzezinski - The Oval Office.

Mr, Frank Moore, Mr. Dan Tate and
Mr, William Cable - The Oval Dffice,

Mr. Jody Pawell = The Oval Office.

‘Depart South Grounds via Motorcade

en route Washington Hilton Hotel,

Address the National Urban League
. National Convention,

Return to the White House,

Meeting of the cabinet. (Mr., Jack Watson).
The Cabinet Room,

Adniral Hyman Ricko'r.r —‘The Oval offlce.

Lunch with Vice President Walter F. Mondale.
The Oval Office.

Mr. Bert Lance -~ The Qval Office.

Vice President Walter F, Mondale, Attorney
General Griffin Bell, and Dr. Ibigniew
Brzezinski - The Oval Qffice.
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THE WHITE HOUSE
WASHINGTON

Mr. President:

Stu suggests that "you might
also insist on knowing in
detail what specific safety
provisions will be taken,
beyond those described, in
case of a ruptured RTG."

Rick
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THE WHITE HOUSE

WASHINGTON

CONFIDENTIAL

July 19, 1977

MEMORANDUM FOR: THE PRESIDENT
FROM: FRANK PRESS W
SUBJECT: Approval to Launch Nuclear Power

Devices into Space

In accordance with the requirements of NSAM 50 (Tab A), NASA Administrator
Frosch has written to request your approval for launching two spacecraft
containing nuclear power devices (Tab B). These devices, in the form of
Radioisotope Thermoelectric Generators (RTGs), will provide the power supply
for two Voyager spacecraft, to be launched in August and September on a
scientific fly-by mission to Jupiter, Saturn, Uranus and perhaps Neptune.

At these distances, solar panels are useless.

The proposed launching of the RTGs has been reviewed by an interagency
nuclear safety review panel. The panel has determined (Tab C) that the risks
of rupture and dispersion of the RTGs -~ fueled by plutonium 238 -- are
acceptably small. The fuel is encased in specially designed crash proof
containers. The Voyager spacecraft also will contain radioisotope heater units
for heating sensitive components. These are also specially designed against
rupture and pose no significant safety hazard.

RECOMMENDATION

That you approve the launching of nuclear power devices aboard the Voyager
spacecraft. The NSC Staff (Huberman) concurs.
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I. BACKGROUND

In February, 1977, Sam Brown, recently appointed as Director
of ACTION, requested an outside review of the agency's program
and management operations. The management review was accomplished
by ten Management Consultant firms under the auspices of the
American Institute of Certified Public Accountants, and at the
request of Richard Harden of the White House staff.

The ten firms (listed on the cover page) were asked by
ACTION to analyze the operations of each of the ten Regional
offices of the Agency. Members of the management analysis teams
of these firms visited the Regional offices, interviewed all key
staff and reviewed all major operations and systems of the '
regional offices. State (District) offices were also visited in
most cases, as well as some local ACTION-funded projects. The
Headquarters office of ACTION was not reviewed. Representatives
of 9 of the 10 firms met in Washington on June 23, 1977, to make
final recommendations based on the findings in all 10 Regions.
The results of the 10 reports and the Washington meeting are
presented in summary form in this report by ACTION staff of the
Citizen's Review Project. In addition, there are two Appendices
which contain a region-by-region compilation of findings, and an
index to each individual report.

At the June 23rd meeting, the Management Consultants identi-
fied three major tasks that ACTION must complete before the
agency can begin to function efficiently and effectively:

* ACTION must have an agency mission,

* A review of the Headquarters in
Washington similar to the Regional
Reviews, is essential.

The agency must decide at which organi-
zational level each function should
take place and assign personnel
accordingly.

It should be noted that a companion study was also done by
teams of '"citizens'" who reviewed the programmatic functions of
the ACTION Agency. For a comprehensive view of the programmatic
and managerial activities of the ten ACTION regions, it is

necessary to read both this report and that of the Citizens
Review Committee.



IT. SUMMARY

There is a saying, "If you don't know where you're going,
any road will get you there."1l According to the management
reviews, ACTION suffers the consequences of travelling down a
number of divergent roads to achieve results which are often
ambiguous, conflicting, or non-existent. No clearly defined
purpose emerged for the agency as a whole, and the management
firms felt that this represented a fundamental problem which
affects all operating systems. If the agency as a whole is
unsure of what results it wishes to achieve, it becomes impossible
to answer the questions, "What constitutes program success? How
is it measured? And who is accountable to whom for what results?"
The following observation by Peter Drucker is illustrative:

"Is the company that makes and sells kitchen
appliances, such as electric ranges, in the
food business? Is it in the homemaking busi-
ness? Or is 1ts main business really consumer
finance? Each answer might be the right one
at a given time for a given company. But each
would lead to very different conclusions as to
where the company should put its efforts and
seek its rewards!'2 (emphasis added)

When ACTION is unsure or undirected in defining its product,
divisions within the agency often have to set their own work
priorities. This generates systems which function for such
purposes as simplifying the job of the Computer Services Division,
or perhaps of the Regional Grants or Program Operations Office.
The work of the management review teams makes clear the areas
of imbalance in the system. In too many cases, the tail wags
the dog in ACTION.

However, the management firms were quite explicit in reporting
that many of the ACTION staff they encountered were conscientious
and dedicated to getting the job done well. The problem, they
said, was that the agency's priorities were not clear. This
situation helps to explain why ACTION's Management Information
Systems have languished for six years, and why serious
deficiencies in the Volunteer Payroll system can go uncorrected
for a long time. When the perceived purpose of a program is to
produce a certain number of volunteers, then such areas as volun-
teer training and technical assistance inevitably suffer.

The major findings of the Management Review firms confirm
that ACTION's management reporting systems, including the manage-
ment information systems, the financial reporting systems, and



most of the electronic data processing systems, are in dire need
of serious review and overhaul. The accounting system, and those
which support the full-time volunteer programs in particular,
have such high error rates, time lags, and overall unrgllabl}lty
that the regional offices must spend a great deal of time main-
taining manual cuff records in order to operate on an accurate
and timely basis. This leads to duplication of effort, and an
imbalance in work priorities.

ACTION's decentralized structure, though generally praised
as appropriate to our local programming approach, fyequently
appears to be decentralization to the state offlce.ln name only.
Important decision-making functions are often retained by the
Regional offices. '

‘ Even on the local level, organizations sponsoring_ACTION_
volunteers and projects are not convinced that ACTION is working
to make their job easier or more productive. Although most firms
agreed that the emphasis on a results orientation to project
development is an effective approach, ACTION nonetheless burdens
sponsors with ‘unnecessarily detailed forms and duplicative attachments.
Often it is easier to re-request information from sponsors or
state offices than to look it up in existing files. For e;ample,
sponsors are required to resubmit all original documentation and
attachments each year in multiple copies in order to get refunded.
The irony is that neither the Region nor the Headquarters uses
much of the information it gathers in these materials.

In spite of the fact that each firm was asked to work in-
dependently of the other, and without first hand review of the
Headquarter's operation, there were some areas of remarkable
consistency in their findings and recommendations. These are
noted below, listed in terms of general priority for action by .
the agency. They are discussed at greater length in the accompanying
text.

ACTION must clarify its own mission, not

just program by program, but as an indep-
pendent agency.

* ACTION must undertake a comprehensive review
of the operating relationships that exist
between the Headquarters systems and the
Regional and State offices.

ACTION must totally overhaul its manage-

ment information and management reporting
systems.



ACTION must integrate the planning, budgeting
and management reporting processes of the
agency.

* ACTION must correct the high error rate and
inefficiency of its accounting systems, es-
pecially the Grants Management System and
the Volunteer Payroll system,

ACTION must streamline its project approval
and monitoring sytems, to allow the least
paperwork with the most revelant account-
ability for the sponsor.

ACTION should upgrade its volunteer, project
director, and staff training, and consider
the establishment of technical assistance
units to serve specific program areas.

ACTION must emphasize decentralization as
an organizational approach which best serves
ACTION's sponsor/volunteer orientation.

ACTION personnel should have clear job
descriptions and specific performance
standards; they should have career ladders,
relevant evaluations, and potential for
upward mobility.

The Civil Service Commission and ACTION should
examine their procedures for hiring and firing
in the federal service (excessive delays,
difficulty in hiring off the register); parti-
cular importance should be given to the near
inability of a supervisor to fire an incompe-
tent employee.

We are greatly indebted to the firms of Coopers and Lybrand
(I), Haskins and Sells (II), Arthur Young § Co. (III), Price
Waterhouse (IV), Arthur Andersen & Co. (V), Alford Meroney § Co.
(VI), Peat, Marwick, Mitchell § Co. (VII), Stone, Gray §& Co.
(VIII), Ernst & Ernst (IX), and Touche Ross & Co. (X) for the
highly professional and concerned manner in which they conducted
th}s review and contributed to our understanding of the problems
which exist in the agency. It is now the work of ACTION to
analyze the findings, choose the most effective means of solving
the problems, and get on with the job of redirecting ACTION's
energies to serve this country's most pressing needs.

FOOTNOTES

1. Alice in Wonderland, Lewis Carroll.
2. The Age of Discontinuity, Peter Drucker, p. 190.
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ITI.. MAJOR FINDINGS AND RECOMMENDATIONS

A. Mission of ACTION

The mission of the agency is not clearly stated or under-
stood. There are no programmatic criteria for choosing projects,
and no consensus .among staff as to what ACTION is to accomplish
in the community except on a program by program basis. Haskins
and Sells of New York (Region II) states the problem as follows:
"We detected a sort of employee conviction gap between the
comfortable advocacy of the clearly articulated older Americans
programs (Title II) focused on providing self-fulfillment
for volunteers...and labored support of the seemingly more
externalized objectives of ACTION's anti-poverty programs
(Title I)... We learned that within ACTION even more far reach-
ing views have been expressed about the need for a common theme
among programs' (page 3).

Recommendation

ACTION must look inward, not just on a program by program
basis where the mission is stated in the legislation, but as
an agency. Without a clearly carved "niche'" in the federal
bureaucracy, ACTION is highly vulnerable. The fundamental
" questions of whether the federal government should be involved
in the delivery of human resources through volunteerism must
be answered. Is ACTION the caretaker of programs from other
agencies? If so, could the programs not more comfortably be
returned to those agencies? Or does some special capability
result from the combination of these programs under a single
agency? Before ACTION can decide on the appropriate management
orientation, it must decide where it is going, and what it
wishes to accomplish.

B. Planning and Budgeting

The results orientation of ACTION's present system was
generally applauded. The firms did agree, however, that the
system will work better when ACTION knows what results it
wants to measure. On the project level, it is fairly clear
that ACTION asks the project to measure accomplishment towards
stated goals in VISTA (i.e., number of homes winterized; drop
in recidivism rate in a corrections project; number of persons
passing literacy test in Basic Adult Education program) and
towards number of volunteers, station and hours served in the
Older Americans programs. These goals are set by the project
itself, and sanctioned by ACTION when the agency chooses to fund



the project. ACTION then ignores the results, in any summarized form.
(See management reporting).

The accountability measures which we require of sponsors
are less vigorously enforced for our own staff. However,
ACTION does have a form of results measurement called the
Current Year Operating Plan (CYOPs). The CYOPs projects
numbers of volunteers and dollars, various emphasis areas
for programming (Indian, migrant, rurals, etc.), complete with
some benchmarks along the way. The lack of overall goals has
resulted in some vagueness and ambiguity in these regional CYOPs,
and a general orientation toward process-oriented goals and
objectives (i.e. number of volunteers we will field vs. what they
will do). 1In some regions, the state or district office are
heavily involved in the planning operations. In other regions,
most of the serious planning is done by the regional staff, with
perfunctory consultation with the state offices. In some states,
CYOPs are done by the states, and never heard from again. In
other regions, the Regional Director personally signs off on each
major goal. There appears to be little consistent feedback from
the Headquarters office (and in some regions, from region to
state) on the acceptability or implementation of the Regional
CYOPs. Nor is the Operating Plan correlated with the budget in
any formal way. This disassociation has caused some regions to
view the generation of CYOPs as an exercise in futility.

The real operating measure is on the budget side, where
quarterly reviews attempt to reconcile Regional and Headquarters
expenditures against goals. Budgets are then adjusted to meet
new realities. Sometimes adjusted budgets are received two
months into the following quarter. As noted above, the budget
is not coordinated with the operating CYOPs.

Recommendation

Most firms recommended a concise, measurable, result-oriented
planning system. In general, they blessed the Management by
Objective approach which is used by ACTION Regionswith varying
degrees of success. The review team from Region V would like to
see the 65 CYOPs goals reduced to three measures of progranm
effectiveness (See Arthur Andersen (V), page 11-16). Region IV
suggests a unit of service measure (See Price Waterhouse (IV,
page 10-12). But, as noted above, the answer to the results
orientation will depend on the decision of the ACTION Director on
what he wants the agency to accomplish. Then, MBO, the basic

system of the agency can be effectively employed to measure the
accomplishment of those goals.



It is also recommended that the CYOPs be more closely con-
nected to the budget process, that the states be actively in-
volved in the planning process (bottom-up programming and bud-

geting), and that the goals set for programming correlate closely
with those set for recruitment.

It is also recommended, in a variety of forms that the
planning system be tied into the reporting systems of the agency,
i.e., the Gladys Mack, the financial reporting systems, the
program report systems, etc. This will require a thorough review
of all the systems currently used by the agency. It was urged

that all user offices participate in the formulation of a planning
and budgeting system. .

C. Management Reporting System

Overall, these systems suffer from the same problem as the
planning system, since they are, or should be, an extension of
the planning apparatus. But various levels of the Agency are
unsure of what needs to be reported. The information flow from
the field to Headquarters and back is sporadic, uncoordinated,
and, in some cases non-existent.

1. Program Reporting

Sponsors report quarterly on progress toward their goals.
State offices receive the reports, and forward a copy to the
regional office. 1In some cases, the regional office forwards a
copy to Headquarters. In most instances, no feedback is given
from one level to ther other on the content of the report, nor is
any action taken unless there is some unusual occurrence. There
is no summarization of the reports on any level, and little
indication that the reports are even read at the regional or

eadquarters level. Often, many parts of the sponsor's report
are not completed.

Recommendations

ACTION must decide what information it needs in order to
make decisions. Then, reports should be summarized for use at
different management levels. The sponsor's report should be
simplified and redesigned to give basic data.in line with the
agency /program mission.

2. Electronic Data Processing

These reports were the most consistently criticized and are
dealt with in this separate section because they are a critical
part of ACTION's management structure. Reports are inaccurate,
irrelevant, late, and oriented solely to the needs of the Head-



quarters' personnel. As a result, regional cuff records are
maintained in great profusion, and in many regions, represent'the
only accurate data available on program and accounting operations.
Maintaining two sets of records is a duplication of effort, with
staff doing the work for the computer.

Recommendation

A thorough review of the electronic data processing systems
needs to be undertaken. Although many detailed suggestions are
made (see attached compilation), it is clear that a piecemeal
approach would compound the problem. There was a consistent
recommendation, however, that ACTION establish the on-line com-
puter system currently being tested in the Philadelphia region.
The prospect of reduced errors, and prompt information gathering
and correcting, was seen by all firms as a very positive step.

In the present system, regular reconciliation of cuff records
and EDP reports is essential. It was also suggested that p;oce@ures
for error correction be improved, to include a clear determination
of responsibility for error corrections between Headquarters and
the Regions. As in other sections of this report, systems design
and revision should be accomplished with substantial input from
regional staff to ensure user orientation.

D. Project Approval, Management and Evaluation

Almost all firms noted the lack of criteria in the area of
project selection. Only in those limited areas where state plans
are explicit about their growth areas is there any indication of
the reasons behind the selection of one project over another. No
records are kept beyond the state office (and in many cases, not
even in the state office) of projects whose applications were
rejected, and the reasons why. Because of this, there is no way
to track trends in terms of potential sponsors, or to detect any
bias on the part of a state or regional office.

Some criteria should be developed for the selection of
one project over another (see section on ACTION Mission). The
State Director should make the basic programmatic decision in
line with these criteria and his/her state plan. The contents of
the proposal package should be complete when it leaves the State
office, and a State Director should be held accountable for the
completeness and accuracy of these applications. It is recommended
that the review process be simplified and streamlined. The basic
MBO format should be retained, with a simplified design for

project sponsors unsophisticated in government grantsmanship
language.
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The function of theProject Review Board (PRB) and of the
Program Operations Office (POO) should be clarified. Some .
management firms felt the PRB should be retained, others felt it
was useless. But it does seem clear that a reappraisal needs to
take place of the time and effort expended at the regional levgl
on project review. It was generally found that program expertise
existed mainly at the state level. Therefore, it is reasonaplg to
assume that if the state offices exercise broader responsibility
in the selection process, the region's role will diminish pro-
portionately. The present process takes too much time from too
many top level personnel. One suggestion was to convene a PRB
only in those cases where there is something unusual about the
proposal (exceptions review). '

E. Project Renewal Process

The project renewal process came under attack by all firms.
In most regions, the sponsors must complete the same forms each
year, as if the project were new. This often means copying goals
and objectives off one paper on to another. In many regions,
extensive attachments are required each year, although the regional
office already has the papers in its files. In many regions, thg
past performance of the sponsor is not formally taken into considera-
tion when application for renewal is made. In addition, the
project renewal process on the regional level appears to be as
complicated as the original approval process, including a full
PRB in most regions.

Recommendation

A very simple continuation application should be developed,
and minimum documentation should be required for a well managed
on-going project. Past performance should be taken into account
in a project renewal, but the procedures for continuation of a
project should be much reduced, with no PRB convened unless their
are problems with the project. This should shorten the present
six month renewal process considerably.

F. Project Monitoring

Most firms found that the sponsor's quarterly reports were
not sufficient to provide accurate monitoring of a project. Most
felt that not enough on-site monitoring was being done by the
State staff, who often complained that they were unable to get
into the field because they spent so much time dealing with
paperwork (see preceding section).
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Recommendation

State staff should spend more time in the field, in an on-
site monitoring and technical assistance capacity. As much as
possible, emphasis should be on on-site rather than paper review.
In many cases, the semi-annual visits currently required were not
being accomplished, and many management firms felt that more
frequent visits would be desirable. A result might be a reduction
in the number of sponsor prepared reports. :

Projects are monitored by the group that developed and
nurtured the project (State office staff). There is, therefore,
a potential lack of objectivity to their evaluation results.
Several management firms suggested that projects should be regularly
monitored by a staff person not involved in the project's qevelopment;
This might suggest an expanded role for the Program Operations
Officer, who might become an on-site auditor. Audits of grant
programs by independent CPA firms should be done at least bi-
annually. There should be circulation of models of successful
and unsuccessful programs, so that some standards of success are
known across the country.

G. Program Support

1. Organization Structure

The decentralized management approach of ACTION was found by
most firms to be an appropriate structure for the Agency. However,

the degree of decentralization varied noticeably from region to
region.

On the Regional level, there appears to be some confusion
about the programmatic versus administrative functions, perhaps
compounded by the lack of clear authority in these two areas (all
unit heads operate as peers responsible to the Deputy/Regional
Director). There also appears to be some confusion between line
and staff positions, where the staff functions of Grants and
Contracts office and Program Operations Officer are seen by some
as superior to the line positions of the State Directors.

Recommendation

Decentralize both authority and responsibility to the lowest
possible level (State offices, at this point). One management
team suggested decentralizing administrative functions to the
states (budgets, volunteer support, etc.) and consolidating the
ten regions into five '"support centers'. It was also emphasized
that State Directors must be held accountable for their per-
formance. The lack of authority at this level has tended to

1
—
[aS]
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promote undisciplined performance in some State Directors who
feel that they do not have any final responsibility.

The roles of the program and administrative functions.should
be clarified. 1In two regions, it is suggested that some form of
"double deputies', similar to that under which ACTION operated
several years ago, be reinstituted. At least, the responsibili-
ties of line vs.staff operators should be clearly explaingd to
all staff, so that there is no confusion about the reporting
relationships and decision-making capabilities of the various
staff members.

2. Personnel

Almost all regions are currently understaffed. Whether it
be the hiring freeze, or the slowness of Washington personnel, or
a combination of the two, it is clear that the prolonged absence
of key staff (Region V, II especially) is a very serious obstacle
to the effective management of an office. The need is even more
critical on the state level, where staffing levels permit no
flexibility at all.

In most regions, job descriptions are extent, but specific
performance standards are not. Since the job descriptions are
generally standard for the entire country, they often do not
allow the specific task orientation necessary to ensure that an
employee knows what is expected of him/her. The resulting ambiguity
is a problem in some places.

A more fundamental problem was noted due to the inflexi-
bility of the Civil Service system itself. Not only does it take
an inordinate amount of time to hire someone, but, once hired,
it is very difficult to fire any one. Managers complain that
while they are aware of the procedures relating to firing an
employee, they are so cumbersome and time-consuming that they
usually choose to work around an incompetent employee, knowing
that even should they succeed in terminating the employee, that
the rounds of appeals which follow will take more time and
energy than the employee is worth.

The lack of flexibility in the Civil Service System also
creates a problem with the fluctuation of workload in the region.
There are very limited opportunities to bring on seasonal employees

(other than in ORC), and to reassign employees to meet workload
fluctuations.
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There was also a general concern on the part of the manage-
ment firms that workload did not seem to be based on any man-
power utilization system. Others felt that while there was
no evidence of a workload system in operation, that the work
did seem to be fairly well divided, that employees know clearly
what was expected of them, and did their work well.

Several regions mentioned that the dedication, enthusiasm,

and general competence of the ACTION employees was ''above
average'.

The lack of career mobility was mentioned in many reports.
In most cases, the top managers are consistently brought in
from the outside, and this syndrome discourages any sense of
future in working through the system. In addition, many jobs
simply dead end at middle or low positions, and there are
few bridge positions.

All firms noted the lack of training of personnel, especi-
ally in the financial areas. In addition, if the State Program
staff is to take a more active role in providing technical assis-
tance to projects, more training of this staff will need to take
place. In any case, staff training has obviously been neglected
agency-wide, and the effects are apparent on many levels. It was
also noted that because of the hiring practices and lack of
career ladders, many ACTION employees are unfamiliar with opera-
tions at levels other than their own.

Recommendation

A review of the Civil Service System and ACTION's own
personnel procedures should be made to assure that personnel
can be both hired and fired with a minimum of wasted time
and energy.

Key positions should be filled immediately.
Performance standards should be instituted for employees.

A workload study should be done to review appropriateness
of job functions, titles, and staffing complements.

Positions need to be restructured to permit career ladders
and upward mobility.

-14-



The workload peaks and Valleys'in the Regional Offices
should be smoothed out. Where this is not possible, staffing
levels should be seasonalized.

A comprehensive training plan for Regional (and Headquarters)
staff should be instituted. Specific areas mentioned include
financial systems, Grants and Contracts (especially for field
staff), and management skills. ACTION might institute some
rotation or temporary duty system. so that employees could
spend time performing functions which would give them a broader
appreciation and practical understanding of the workings of
the agency as a whole. If training were designed by the.peOple
who have received the training, it might better meet their
needs.

3. Volunteer Recruitment, Processing and Training

Although this area was more extensively treated by the
Citizen's Review Committee, the management firms did have
quite a bit of say, although the results often appeared in
other sections, such as Electronic Data Processing or Personne}.
The overall problem appears to relate to the lack of coordination
between the programming process and the recruiting mechanism.
As the programmers in the field complete their long process of
project development (especially with small grassroots sponsgrs),
they are not developing projects which take into considera?lon
recruiting capabilities or peak recruiting periods. This 1is
a particular problem with pre-slotting. It is also very clear
that the time frames for completing the programming process are
not consistent with the recruiting time frames.

A different type of problem occurs with the locally re-
cruited volunteers. The recruiters are given no credit or
extra budget to assist in local recruiting. Therefore, on-
site help to a local sponsor is virtually unknown. State
staff are rarely trained by the recruiters in helping local
sponsors. A survey done in one region showed that 50% of the
locally recruited volunteers applications were late into the
recruiting center; 30% were incorrectly completed. There
is evidence that the applications are then given a very
perfunctory review by ORC when they are received.

Recommendation

Coordinate the timing and the supply and demand trends
of the recruiting and.programming arms of the agency.

Have ORC assist in the recruitment of locally recruited
volunteers when requested.
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Improve recruiting overall by making recruiters full time
(instead of seasonal), employing more minority recruiters, and
achieving a better balance between quality and quantity goals
by giving recruiters more time to reach objectives.

Develop a strong media campaign which projects a unified
image of ACTION. While this is related to the agency's mission,
it also has an important effect on recruiting. :

Training

While this item was treated extensively by the Citizens
Review Committee, the CPA firms noted that volunteer training
was universially seen as inadequate to useless. Pre-service
orientation appears wholly inadequate, and largely dedicated
to exercises in filling out ACTION forms: training on the
project site is often poorly designed, with little help from
ACTION staff, and it is poorly monitored. The guidelines for
the use of in-service training monies do not appear to be
clearly understood. In one region, only half the money was
used this year. Few opportunities for training of project
directors and supervisors are provided.

Recommendation

The entire training concept should be re-examined for
relevancy and timeliness. If ACTION is to continue to rely
heavily on sponsor training, then much more attention needs
to be given to training the sponsors (especially grassroots)
in how to train. Guidelines for in-service training need to
be more clearly defined.

4, Technical Assistance

ACTION has sponsored thousands of projects in hundreds
of different areas. Very little information or project success
or failure is preserved or disseminated to potential or on-
going projects. Few state program staffs even know what is
being accomplished in a neighboring state. In most cases,
they are unable to be of substantive assistance to projects
in trouble. This is an especially critical problem when
small grassroots groups are experimenting with an unfamiliar
approach to a poverty problem.
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Recommendation

ACTION should develop a memory, i.e., a mechanism
or storing, analyzing and disseminating the information from the
rich store of experience represented by ACTION projects. Several
management firms recommended the establishment of this function
in some form, either at the Headquarters or Regional level.
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INTRODUCTIQON

This report, prepared for Sam Brown, Director of the
ACTION Agency, summarizes the findings and observations of
ten Citizen's Review Committees, one for each of the ten
Federal Regions. "'Each committee, composed of 10 to 15
citizens who lived in the Region, spent five weeks studying
the domestic programs of ACTION. Their written reports were
synthesized into a single document which was discussed by
representatives of the ten committees at a meeting in
Washington on June 24, 1977, This document is a product of
that meeting.

The report contains three (3) sections:

Part I -- Discusses the agency-wide issues the committee
members. felt were fundamental to the future
of ACTION.

Part II -- Discusses the individual programs.

Part III-- Discusses ways to make the programs work
better.

Although the language varied from region to region,
there was a surprising consensus about the specific problems
that plague the agency. This report reflects that agreement.

The citizens looked at over 30% of ACTIONS' domestic
programs. They visited the project sites and talked with
ACTION Regional and State staff, sponsors, project directors,
volunteers, program recipients and members of the communities.
Their observations stem from these visits and interviews.
Their conclusions about ACTION and its programs are drawn
from what they saw and heard. The report does not proport to
be a: scientific evaluation of the agency. In some cases the
limited amount of information available may skew the results.
It does reflect, however, the candid opinions of hundreds of
people across the country some connected officially with
the agency and some only interested citizens about the work
of the agency.

Without exception, the committee members were impressed
with the dedication, creativity and commitment of ACTION
staff and volunteers. This report concentrates on the
problem areas within the agency structure which impede or
stymie their work. "



If the focus of this report sometimes seems negative,
it is because of the committees' desire to 1dent1fy those
areas where ACTION needs to undertake corrective measures
and policies so that the agency can focus on supporting its
programs and personnel rather than its bureaucracy, and in
so doing, become the vital force for the betterment of 11fe
in this country that it was originally meant to be.
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I. THE AGENCY

The Committee addressed numerous issues that were
agency-wide in scope but four were judged to be of over-
riding and fundamental importance to the future of ACTION.
They were: ’

* The fact that ACTION never has developed a
statement of mission and purpose for the
agency as a whole.

* The organizational and staffing patterns
that work against effective implementation
of ACTION programs.

The small number of minority people who
participate in ACTION-supported programs.

* The low visibility of ACTION's domestic
programs.

A. Mission and Purpose

ACTION is an agency without a mission. The legislation
that established ACTION contained a statement of purpose
only for VISTA and for Special Volunteer Programs.

It is impossible for any agency, public or private, to
function effectively and measure its progress if it has no
mission. In the case of ACTION, the lack of mission affects
the organization and staffing of the agency and all its pro-
~gram development functions: the recruitment of volunteers;
the selection of sponsors; the training of volunteers, spon-
sors and staff; and agency-wide planning, evaluation and
implementation. In fact, many problems discussed in this
report are directly related to the lack of an agency-wide
mission. '

As a first order of business, ACTION should develop a
statement of mission and purpose that is clear and concise,
that eliminates the confusion about goals and objectives
that currently exists within the agency, and that provides
direction and coherence to the efforts of both staff and
volunteers. Otherwise, ACTION will remain a vague and
vulnerable agency within the Federal bureaucracy rather than
an agency with a defined, valuable and perhaps unique role’
to play in our national life.



Poverty and its causes should be the basic, though not
exclusive, concern of ACTION. However, the ACTION mission
should not simply repeat the rhetoric or the ideas of the
1960s and the War on Poverty. It should not promise either
the poor or the volunteers that ACTION programs will end
poverty or eliminate any of its root causes. No single’
agency, let along an agency which relies on volunteers who
serve for a year or two, can accomplish that enormous task
by itself.

Instead, ACTION should emphasize realistic opportuni-
ties and goals. It should focus on objectives that are
tangible and achieveable. Idealism, dedication and moti-
vation are essential elements of ACTION, but a mission that
is overly romantic will lead to dlsapp01ntment discourage-
ment, frustration and failure.

Above all, the mission must recognize and respect the
integrity of the communities and the individuals with whom
ACTION volunteers will be working, and their fundamental
human right to determine the shape, scope and direction of
their own lives.

The idea that minority and low-income groups lack
leadership and initiative and, therefore, are unable to
organize and become -effective advocates in their own behalf
without outside help may have had some validity in the
1960s. It has little validity in the 1970s. For the most
part, these communities already are effective advocates for
themselves. They know what they need and they know how to
organize themselves toward those ends. What many communi-
ties need at this particular time are individuals with
special skills and talents who can supplement skills and
talents available within the community.

The mission of ACTION should be to provide these re-
sources in a manner that supports and reinforces the strength
and independence of the individuals, neighborhoods and
communities who seek the assistance of ACTION.

The statement of mission should recognize that ACTION
volunteers also are involved with people who are not poor
and who may not be members of any minority. The statement
should acknowledge that volunteers working in this situation
may be required to perform tasks and functions different
from those performed by volunteers working with low-income
communities and individuals.



Finally, the mission must recognize the importance of
encouraging volunteers to become advocates for all people
who are unable to articulate their needs and whose needs
might go unrecognized and unmet if ACTION volunteers did not
become advocates in their behalf.

B. Organization and Staffing

ACTION is an agency that is heavy at the top of the
organizational structure with staff and authority but heavy
at the bottom with responsibility. Most of the people the
‘agency employs and most of the people who have programmatic
authority within the agency work at the national and regional
level, while nearly all the responsibility for implementing
the programs occurs at the local level.

But ACTION's internal problems go much deeper. To
begin with, the training ACTION staff receives often is
inconsistent with their function.

Another critical problem is that ACTION staff at all
levels, and particularly at the state office level, is too
desk and paper oriented. About two thirds of useable staff
time is spent shuffling papers. Much of the paperwork that
occurs appears to have no relevance to what is happening in
the field. : : '

The result is inevitable. ACTION staff is freauently
unware of the problems of volunteers and the recipients of
ACTION programs. and nobody is in a position to assist
volunteers and programs on a day-to-day basis.

While ACTION is supposedly decentrailized. in actuality
it does not function that way. Decentralizing ACTION so
that local offices have the staff and authority thev need
to carry out their programmatic responsibilities, while
insuring that simple and useful reporting and monitoring
systems are used, should be a high priority item on the
ACTION agenda. ACTION also should:

* Define the appropriate roles and functions
for staff people assigned to national re-
gional and state offices.

Recruit and train people who are sensitive
to the problems that exist in the field
and who will spend less time shuffling
papers and more time providing services

to volunteers and sponsors.



* Require people in state offlces to spend
more t1me 1n the field.

* Develop a system of staff accountability
at all levels. For example, volunteers and
sponsors said some staff people who filed
reports saying they made field visits had
never actually been to see the projects.

* Remove incompetent staff people or staff
people who are not doing their job properly.

* Develop a mechanism that will allow the
agency to hire qualified non-civil service
persons for essential staff jobs.

C. Minority Participation

The lack of adequate numbers of minority volunteers is
a serious problem throughout ACTION. Although there is an
affirmative action plan design for VISTA, there appears to
be no real effort to recruit minority volunteers ACTION
itself does not actively recruit minority sponsors, nor
encourage sponsors of the Retired Seniors Volunteer Program
(RSVP), the Foster Grandparent Program (FGP) or the Senior
Companion Program (SCP) to actively recruit minorities.
Universities who sponsor University Year for ACTION (UYA)
frequently do a better job of recrultlng minorities but the
drop-out rate for minority UYA's is high because benefits
are low.

One reason that minority and low-income individuals are
~grossly under-represented is because ACTION represents an
economic step backward for many of these people. Indivi-
duals faced with the need to earn a living cannot afford the
"luxury" of becoming a volunteer. Similarly, individuals
who have the skills and training that a program such as
VISTA might be able to use, quickly learn that the affirma-
tive action programs of business offer much more in the way
of tangible benefits and career opportunities than does a
year in an ACTION program.

Attracting sufficient numbers of minority and low-
income volunteers will be difficult. However, there are
several steps ACTION could take that might make volunteer
service more attractive to minority and low-income people.
These steps include:



* Recruit minority and community-based
sponsors who will be sensitive to
ACTION's goal of addressing the pro-
blems ‘of low-income and minority com-
munities, neighborhoods and individuals.

* Developing an affirmative action plan for
recruiting minority and low-income people
as well as union members and blue collar
workers to become volunteers.

* Encouraging employers to grant leave of
absence to those who wish to be volunteers.

* Developing career ladders within ACTION
programs. :

* Developing a program of benefits for
minorities based on the model of the
GI Bill.

* Raising the stipend paid to volunteers.

Granting tuition or academic credit in
schools of higher education in compensa-
tion for ACTION experience and service.

D. Low Visibility

There seems to be little recognition throughout the
country that ACTION is an agency that has domestic programs
as well as the agency which houses the Peace Corps.

ACTION should develop an advertising and promotion
campaign that emphasizes its domestic programs. However, a
campaign of this type probably will not be effective until
ACTION has developed a statement of mission and purpose.



II. THE PROGRAMS

A. Volunteers In Service To America
(VISTA)

Purpose

As originally conceived, VISTA was a program designed
to provide full-time volunteers to public and private non-
profit organizations working to eliminate poverty and po-
verty-related human, social and environmental conditions.

Since then, VISTA has evolved into an agency whose
volunteers are involved primarily in one-to-one service
projects. For example, many are simply performing clerical
duties in government agencies which serve as sponsors.
Others are winterizing houses and driving people to health
clinics rather than mobilizing community resources to do
those jobs. The inevitable results is that VISTA becomes a
provider of "bodies" rather than a force in the community,
a program whose legacy is a vaccum rather than an active
community resource.

Moreover, the lack of VISTAS in communities where one would
expect to find them is appalling. There is one VISTA in
Gary, Indiana, none on the South side of Chicago, and only
one VISTA project with 11 volunteers in all of Harlem.

Though one-to-one services are useful and appropriate
in certain situations, they should not be the primary focus
of VISTA activity. VISTA needs a more substantial purpose,
a purpose in which the role of the volunteer and the sponsor
is to promote social change by enabling people to solve
their own problems. VISTAs should assist and enable low-
income and minority communities and individuals to become
more effective in mobilizing resources in their own behalf.
In some instances, VISTA volunteers may be asked to engage
in community organization and development, but essentially
the VISTA volunteer should bring a special skill, talent or
expertise to an community organization that has requested
such a resource. '

A statement of purpose along these lines would reflect
the ideas contained in the proposed statement of mission and
purpose for the agency as a whole, would involve VISTA
volunteers with low-income and minority communities, and
would move VISTA in a direction that is more appropriate to
the late 1970s.



SpoRnsors

The majority of VISTA sponsors are direct service
agencies of state, county and city government. Often large
numbers of VISTAs are controlled by one sponsor. Few
minority and/or community, neighborhood or consumer con-
trolled organizations are VISTA sponsors because (a) they
often lack grant writing and project monitoring skills that
government agencies have available at their fingertips, and
(b} local politics favors placing volunteers in established,
non-controversial agencies.

Another shortcoming is that sponsors are most often
chosen by the language that is written into their appli-
cation for sponsorship, rather than for their ability to
deal effectively with the problems and needs of the groups
and communities they are supposed to serve.

VISTA needs to shift its policy and focus so that

existing community, neighborhood and consumer based and
controlled organizations -- organizations that include and
represent the people who would be helped and served by
VISTA -- become the primary sponsors of VISTA volunteers.
No one sponsor should control large numbers of VISTAs. VISTA
should provide whatever affirmative action and encouragement
is necessary to develop community-based sponsors. VISTA also
should help these community-based organizations develop and
process their applications.

Although existing community and neighborhood organi- )
zations should be the primary sponsors of VISTA programs, it
could be appropriate in some cases for volunteers to work
with organizations that are just being formed. This opportu-
nity should not be foreclosed.

Government agencies should not be completely ruled out
as VISTA sponsors provided that the activities of these
agencies are directly related to the purposes of ACTION and
VISTA. However, volunteers should not be used as cheap
labor for shorthanded government agencies. '

Several additional changes need to be made in the
process of selecting and monitoring VISTA sponsors. They
include:

* Requiring potential sponsors te have an
advisory board composed of residents from
from the community they serve.



* Shifting the sponsorship of VISTAs to
different organlzatlons w1th1n a
community

Removing VISTAs from any sponsoring
organization if an agency assessment
finds that the sponsor is not full-
filling the VISTA purpose.

" Recruitment

Both national and local recruitment efforts were looked
at primarily from the perspective of the VISTA volunteer.

For all pratical purposes, nationally-recruited VISTAs
are self-recruited, becoming volunteers largely through
their own initiative and enthusiasm. Some learn about VISTA
from ACTION's Peace Corps recruitment. Others already know
about the program and want to work in a special setting or
in a community away from their home.

Once a person has applied to become a nationally-
recuited volunteer (NRV), his or her application is pro-
cessed at one of the five Service Centers around the country
(or at an ACTION state office.) Unless the person lives
near an office, there is rarely any kind of face-to-face
contact between the potential volunteer and agency per-
sonnel.

The recruitment process can be amazingly short or
appallingly long. Some people were working as volunteers
two weeks after they applied to VISTA. Others waited six
months before ACTION responded to their initial inquiry.
People who eventually become nationally-recruited volunteers
are usually college graduates.

Locally-recruited volunteers (LRVs) are sought out by
VISTA sponsors and/or State Program Officers with their
applications handled first by an ACTION state office, then
by the Service Center. They have many of the same complaints
as nationally-recruited volunteers: receiving misinformation
about VISTA from ACTION, long and complicated application
forms, the impersonal quality of the recruitment process.



To improve its recruitment program, VISTA should:

* Provide accurate information about volunteer
service to both the locally and nationally
recruited volunteers.

* Shorten and simplify the VISTA application forms
and process.

Personalize the recruitment process so that
VISTA recruitment and assignment is based on
personal knowledge of the volunteer.

* Assign each prospective volunteer to a recruiter
who will be responsible for feollowing that
person through the entire recruitment and
training process. ‘

* Urge state offices to participate more in the
selection and placement of locally recruited
volunteers so that ACTION can be assured that
the sponsor's use of the volunteer is appro-
priate.

* Establish better communication and coordination
between the nationally and locally recruited
volunteer programs.

* Recruit VISTAs for two years' service and pay
volunteers a higher stipend the second year.

* Design a process to replace volunteers who leave
a project before their term of service has
expired or who terminate early.

As noted in Part I of this report, minority recruit-
ment is a fundamental problem of VISTA and all other ACTION
programs. Minority recruiters can most effectively recruit
minority volunteers who will be sensitive to the community
where they will work and to the task they will be called
upon to perform. The Catch-22 of minority recruitment,
however, is that recruiters must be former volunteers.
VISTA could help solve this problem by hiring minority
people who have not been volunteers to serve as minority
recruiters.



B. Retired Senior Volunteer Program
(RSVP)

Purpose

RSVP is a program that provides grants and technical
assistance to establish and expand projects which provide
"meaningful" part-time volunteer activities for retired
persons age 60 and over.

Although RSVP is currently fullfilling this purpose and
there is great enthusaism for the program, little has been
required of RSVP in the way of demonstrably useful community
service. It is the only ACTION program without a poverty
focus. Also, while many RSVP programs do provide very useful
work, it is the one ACTION program vulnerable to criticism
for sponsoring white, middle-class social gatherings.

Working with people who are not members of any minority
community and in settings where the income level is above
the poverty line is an allowable use of RSVPs. However, it
should not be the primary use.

The purpose of RSVP should be revised and expanded so
that: :

* Projects that directly affect minority and
low-income individuals and groups take pre-
cedence over projects that do not.

Volunteers become advocates for the seniors
with whom they work.

"Meaningful" service is defined to include
community service as well as personal satis-
faction.

Essentially, this would mean giving priority to pro-
grams which enhance low-income and minority seniors ability
to cope with such problems as fixed income, social security,
income tax and health care. Projects which RSVPs may find to
be personally satisfying but which have no community service
component. should be eliminated.
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Sponsors

In RSVP, even more than in VISTA, sponsors are tradi-
tional agencies and institutions -- state, county and local
government agencies and large, established senior citizen
organizations. :

Since RSVP is not focused toward low-income and majority
communities, the sponsors are generally not responsive to
the needs of those communities. Most sponsors are not even
responding effectively to the RSVPs themselves. Many have
only the most general and vague sense of the skills of the
RSVP's and the needs of those who are receiving volunteer
assistance.

Less traditional and more community-minded and community-
based sponsors will be needed if RSVP is going to address
significant community problems and reflect thé goals of the
Agency. Sponsors should include senior citizen activist
groups; institutions which meet important community needs
but which require volunteer support to improve their effec-
tiveness; groups which recognize and support the informal
networks of volunteers which already exist in minority
communities; and senior social groups whose boards and
activities reflect the population and the social needs of
their neighborhoods. RSVP's should never £ill slots that
deprive other people of jobs.

Sponsors and project directors should:
* Spend more time developing new stations

for RSVP service in areas that will have
a significant impact on community needs.

* Assess the needs of a community and match the
the skills of the RSVPs to those needs.
* Provide an opportunity for senior advocacy.

* Provide adequate supervision and recognition
for the volunteers.

Recruitment

SVP recruitment practices need scrutiny.



The size of an RSVP grant depends upon the number of
volunteers involved in the program. Some projects follow
the practice of simply signing up volunteers from already
established social groups in order to increase their funding
while providing minimum opportunities for useful volunteer
work. Since RSVP programs require no community service, and
since there is no clear definition of "meaningful" volunteer
service, this practice is not illegal.

The result, however, is that recruitment becomes a
vehicle to increase funding levels, not a method of in-
Creasing service and assistance to the community. The
sponsor, rather than the volunteer, becomes the principal
beneficiary of the program.

Although this does not occur in all projects, it occurs
frequently enough to warrant special attention. ACTION can
stop this practice by including "community impact'" as a goal
for RSVP service, and by focusing its recruitment efforts on
older citizens who are not already involved in programs at
existing senior citizen organizations.

RSVP also needs to recruit more men. This will be
easier if there is meaningful work to be done. An RSVP
outreach program that provides pre-retirement orientation to
people who might become volunteers would be one vehiclé for
increasing the number of volunteers and the number of men,

Finally, sponsors need to write grants that specify the
ratio of volunteers per project director to avoid the situa-
tion where one project director is attempting to place 800
or 900 volunteers. A realistic ratio would leave the pro-
ject director time to find useful stations for volunteers as
well as time to match volunteer skills to tasks that need to
be done.

C. Foster Grandparents Program
(FGP)

Purpose

Foster Grandparents Program (FGP) provides grants and
technical assistance to establish projects which provide
help to children with special needs in health, education,
welfare and related areas. TFoster Grandparents must be low-
income persons who are at least 60 years old.
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FGP is meeting definite community needs in a very
positive way. Enthusiasm, praise and respect for the volun-
teers and their work is unlversal The emotional needs of
institutionalized children are being met to a degree that
otherwise would not occur because the institutions themselves
lack the staff. Futher, the Foster Grandparents not only
contribute time and care to the children, but they also
provide a mature perspective for the institutions in which
they serve.

The purpose of FGP should be expanded to encourage the
Foster Grandparents to become advocates for the rights of
the children they serve.

Sponsors

FGP sponsors are usually large state-run.or private
institutions for handicapped children. Some day-care
centers, schools and juvenile centers also sponsor FGP
programs. Although the program is supported overwhelmingly,
FGP could be strengthened even further if:

* ACTION expanded sponsorship opportunities
to other groups, agencies and institutions
which local communities and neighborhoods
define as groups responding to local needs.

* Foster Grandparents could work with children
in their homes.

In addition, the program would be strengthened if
sponsors provided:

* Formal recognition to volunteers for the
skills they develop and the work they
perform.

Public recognition and appreciation to
the volunteers.

Professional supervision for volunteers

working with children who have special
needs and problems.
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Community understanding of and participation in the
work of sponsoring institutions would be greatly enhanced if
FGP advisory boards were formed from communlty and neighbor-
hood residents.

Recruitment

There are no problems recruiting FGP volunteers. How-
ever, an outreach program needs to be developed that will
make low-income seniors more aware of the program and that
will result in more men becoming FGP volunteers.

While Foster Grandparents themselves complain about
very little, many sponsors and community members felt that
ACTION should increase the FGP stipend to match the in-
flation that has occurred since the program was started.

D. Senior Companion Program
(SCP)

Purpose

The Senior Companion Program (SCP) provides grants and
technical assistance so that low-income people who are at
least 60 years old can provide help to the frail elderly in
their homes.

SCP is universally praised as being an effective pro-
gram. Though relatively new and small, it is meeting a
desperate and growing need that exists in every neighbor-
hood, town and city in the United States. Changes in the
American family have produced our first generation of
Americans who are left alone in their old age, and SCP is
demonstrating how to keep these people out of institutions.

The purpose of SCP should be expanded to include an
advocacy role with the Companions becoming advocates for the
rights of the frail elderly.

Sponsors

The varied group of government agencies and private
organizations who are SCP sponsors are performing satis-
factorily at this early stage of the program's development.
Two changes that would increase the effectiveness of SCP
programs are:
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* Jdentifying sponsors who will develop SCP
programs to reach the more isolated seniors
of all ethnic groups.

Supporting sponsors who will be advocates
for the rights of senior citizens.

Recruitment

The comments made with respect to the Foster Grand-
parents Program also apply to the Senior Companion Program.
Low-income seniors should be made aware of the program, more
men should be recruited, and the stipend needs to be raised.

E. University Year For ACTION
(UYA)

Purpose

University Year for ACTION (UYA) is a program that is
supposed to provide effective full-time volunteer manpower
to work on problems of poverty; combine community service
and academic study; encourage university involvement in
local poverty communities; administer volunteer projects at
the local level through universities; and, institutionalize
these programs at participating schools.

Because most UYA programs were not meeting these pur-
poses -- few projects were directed toward low-income and
minority communities, and universities often received more
benefits than students and communities -- gquestions were
raised as to whether UYA should be incorporated into VISTA
or abolished altogether.

If UYA were just another work-study program, then
perhaps it would be wise to abolish the program or incorpo-
rate it into VISTA, particularly in view of its general
ineffectiveness. However, minority students in universities
across the country often are excluded from participating in
internships and work-study programs. UYA can offer them
this opportunity along with the opportunlty to draw upon
their own background and knowledge in meeting community
needs. Providing opportunities for minority students to
participate in community-oriented programs is the only
reason UYA should continue to exist. If this becomes the
~purpose of UYA, then the program should be continued.
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SEonsors

The problems of UYA could also be minimized by approaching
the sponsorship issue differently. Instead of UYA seeking
out universities as sponsors, ACTION should consider estab-
lishing a grant pool and then let a university or an indivi-
dual apply for the grant. This would provide better control
over projects and sponsors. -

University-sponsors should be carefully selected, and
no university that was not accredited or that could not
demonstrate a commitment toward the type of work and learning
experience that UYA foster should become a UYA sponsor.

Recruitment

If UYA is going to provide opportunities for minority
students to participate in community service-learning pro-
grams, UYA must develop a particularly effective program
of recruiting and sustaining minority students.
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ITI. MAKING THE PROGRAMS WORK
A. Program Development

As long as ACTION remains an agency without a mission,
ACTION also will remain an agency in which an overall approach
to planning, evaluation and implementation is not evident.
Individual programs perform these functions, some well, some
not so well. But because ACTION is currently a caretaker
agency for programs that were developed by other agencies,
the sum of these parts does not appear to add up to an
agency-wide processor system.

Among the more serious deficiencies are:
* The absence of a method for defining community
and neighborhood needs and identifying groups
within those communities who might become
Sponsors.

The absence of an organized system for placing
volunteers in ACTION programs. In VISTA, for
example, placement is mostly a body shuffling
operation in which 1little thought apparently
is given to matching the skill with the need

or to making sure the VISTA is properly trained
for both the task and the setting.

Evaluation reports that emphasize numbers and
cost-effectiveness instead of the delivery of
human services and personal effectiveness.

Program offices that lack the staff and authority
to do their job. Program officers should function
as consultants and assistants to projects and
volunteers. But because they lack the training
and the authority, and because the programmatic
offices are short-handed, program officer con-
tact with people in the field is limited.

It must be abundantly clear by now that the Citizens
Review Committee believes that the primary mission of ACTION
should be to provide technical and personal assistance to
minority and low-income communities and individuals so that
they can mobilize their own resources most effectively. But
ACTION has not been this type of agency. Instead ACTION
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programs are placed by and large within establishment
organizations and meet only minimal or low-priority needs in
- their communities. Some individual projects. are excellent,
but most are not making maximum use of ACTION dollars or of
volunteer time and skills.

If ACTION is going to be an agency that focuses primarily
on providing resources and skills to low-income and minority
communities, nelghborhoods and individuals, then ACTION
needs to devote major amounts of time and energy toward
“developing a comprehensive and integrated process for
planning, evaluation and implementation that:

* Develops an affirmative action program
to recruit sponsors whose activities
already are consistent with the m1551on
of ACTION being proposed.

Includes a system for identifying basic
needs to which ACTION can respond.

Requires program officers and sponsors to
work together to develop goals and objec-
tives, funding resources, volunteer and
supervisor roles and training programs
that relate to project needs.

Develops criteria that will result in re-
cruiting and training the kind of volun-
teers that sponsors need to carry out
projects that are consistent with the
purpose of ACTION.

Emphasizes qualitative evaluation of pro-
grams instead of quantitative evaluation.

Includes some outside evaluation of the
agency and its programs.

Plans a continuing role for citizens.

* Assigns staff based on who should be per-
forming what function and in what location,

Evaluates staff performance in terms of
function.
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* Develops a more flexible budgeting system
that will permit ACTION to change as the
needs of communltles and individuals change.

Plans to nhase out program fundlng so
that new prOJects can be developed.

B. Training

ACTION training is seriously deficient for volunteers,
sponsors, project superV1sors and ACTION State and Reglonal
staffs. It is inadequate in scope, amount and intensity.
ACTION does not appear to have an understanding of the many
types of training it needs to provide on every level. A
serious lack of Training Program planning exists within the
agency.

While some small amount of orientation in administrative
procedures takes place, the lack of any programmatic orienta-
tion at the beginning of service is considered a handicap
for participants of all five programs. Orientation, no
matter how comprehensive, is no substitute for a well planned
training program. ACTION training clearly needs a thorough
review, evaluation and restructuring.

Volunteer Training

VISTA orientation for volunteers has a heavy emphasis
on administrative tasks and form-filling. This, coupled
with the lack of a clear philosophical orientation about
VISTA and its role, leaves volunteers unprepared for their
initial on-site experience.

_ In the Older Americans programs, little ACTION training
or orientation was found. If any volunteer training occurred,
it was done on-site by sponsors.

UYA volunteers were given little orientation to the

purpose of thelr programs and were unprepared for their site
work.

All volunteers are solely dependent on the sponsors to
provide orientation in program purpose, project goals, etc.
as well as on-site training. While this may not be a bad
idea in principle, in reality most sponsors are not ade-
quately prepared by ACTION to meet the training needs of
their volunteers.
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The following ideas should be considered:

* Customize training to account for the variation
in projects, settings, volunteers and communities.

Train volunteers on-site-Or in sites that are
similar to the communities where they will be
serving.

Use volunteers in training.

* Ask VISTAs to design training models.

Train volunteers for specific tasks.

Provide a structured two week to one month
period of on-site adjustment and experience
before training, followed by a needs assess-
ment done by the volunteer.

Continue the initial orientation volunteers
receive, but shift its focus to emphasize
the philosophy of the agency and its programs
and projects.

-Make funds available and easily attainable for
flexible in-service training. Funds now
available are inadequate and very difficult
to use because of red tape.

Use available community training resources.
Use conferences as training mechanisms.

Sponsor Training

Good training of volunteers is closely related to and
dependent upon having ACTION develop a training and techni-
cal assistance program for its sponsors.

At present, ACTION gives its sponsors no program orien-
tation. Many sponsors do not have an adequate understanding
of the appropriate uses of volunteers relative to the goals
of the agency. Consequently, many volunteers feel that they
are underutilized or misused by the sponsor.
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Furthermore, ACTION does not provide management and
~supervisory skills training to sponsors. In every program,
the citizens saw faltering pro;ects that could have been
successful had there been some management training for the
site supervisor and/or project directors.

The citizens also commented on the lack of technical
assistance to sponsors to help them develop training pro-
grams for volunteers.

The following suggestions might ease the problems
created by these shortcomings:

* Provide orientation to sponsors about ACTION's
program purpose and philosophy.

Involve sponsors in volunteer training programs.

Develop resource centers which can provide sponsors
with a wide variety of information such as ideas
for innovative projects; available local resources;
sgccesSful and unsuccessful projects; and training
ideas.

Provide frequent and regular training in super
visory and management skills.

Staff Training

Many of ACTION's sponsor, training and recruitment
problems could be eased if adequate training were provided
for staff in Regional and State offices. An assessment of
the services and support that staff members are expected to
provide would be a first step. Continuing reassessment and
more advanced training for staff should follow.

C. Administration and Support

No agency can exist without paperwork, but ACTION' s
paperwork requires an unusual amount of time and energy.
Sponsors, volunteers and staff complain that ACTION asks
them to fill out too many meaningless forms that frequently
are not even used once they are completed.
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Sponsors who lack skill in. proposal writing are at a
particular disadvantage hecause grants often are made solely
on the basis of the written proposal. In the same vein,
recruitment and placement of volunteers are usually based
entirely on information contained in application forms and
papers. And when a project is renewed, sponsors must fill
out the entire application form again, just as if they were
seeking funding for the first time.

ACTION needs to change its administrative emphasis so
that the agency supports its programs instead of its bureau-
cracy. This means developing application forms and reporting
systems that are necessary, that provide relevant information
and that are easily understood and quick and easy to fill
out.

ACTION must also develop an on-going support system
that can help volunteers and sponsors with day to day pro-
blems such as:

* Transportation,

* Late payment of stipends and medical bills.

Staff skilled in ways to develop new projects
as well as in ways to improve existing ones.

The need for a place to complain and to re-
ceive moral support.

Finally, if ACTION is going to be in the business of
addressing community and minority needs, the ACTION State
offices should get out of the downtown, high-rise office
buildings, especially the federal office buildings, and set
up offices in the neighborhoods where ACTION programs and
volunteers are located.

D. Money

Too much of ACTION's limited money is spent on unimpor-
tant administrative proceSSes and paperwork. Too little
goes to delivery of ACTION's programs. All five programs
need more money. At every turn, a lack of funds creates
problems.
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The stipend for VISTAs should he adjusted to reflect
the post-1965 increase in the cost of living. Both Foster
Grandparents and Senior Companions also need an increase 1in
stipend. ’ T -

Not all RSVPs should receive stipends, but more minority
and community people would be motivated to join RSVP if
stipends were available for people below a certain income
level. '

A serious problem in RSVP is finding a way to pay for
transportation for volunteers. Grants do not provide nearly
enough money for this purpose. If transportation money )
cannot be made available, perhaps RSVP programs could obtain
surplus government vehicles.

The cost of health and medical insurance is a vital
concern of VISTAs who pay these premiums through payrell
deductions. ACTION should try to develop an arrangement
that would alleviate this financial burden.
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International Cooperation

For certain drugs originally derived from plant sources
outside the United States, especially heroin and cocaine,
diplomatic agreements against cultivation and trafficking are
indispensable. Turkey =-- onée virtually the sole source of
heroin supply in this country ~-- is now gone from the illicit
market as the result of such an agreement. The enormous
profits generated by the illicit drug traffic distort the
economies of many smaller countries, aggravating inflation
and draining tax revenues; they also engender corruption and
corrode political stability. We must work closely with
other governments to assist them in their efforts to eradicate
the cultivation of drugs, and to develop legitimate alterna-
tive sources of income for the impoverished farmers who have
for generations raised and sold crops such as opium.

We have made significant progress in the last few
months. 1In February, I discussed with President Lopez-Portillo
of Mexico my deep concern about the illegal cultivation of
opium in his country. Under his strong leadership, the
eradication program has been intensified and is producing
dramatic results, significantly reducing the availability of
heroin in many American cities. 1In addition, President Ne Win
of Burma and Prime Minister Thanin of Thailand have shown
a resolute determination to control drug cultivation and
trafficking in their countries. Most recently, I have re-

ceived from President Lopez-Michelsen of Colombia assurances

of his strong desire to cooperate in curtailing the flow of
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Commission on Narcotic Drugs, the International Narcotics
Control Board, the World Health Organization, and other
organizations working within the framework of the
United Nations in their efforts to help drug-producing
countries find alternate crops, improve drug control
measures, and make treatment resources available.
(5) I am instructing the United States representatives
to the loan committees of the Regional Development
Banks and other international financial institutions
to use their votes and influence to encourage well
designed rural development and income substitution
projects in countries which now produce dangerous drugs,
and to ensure that assistance is not used to foster
the growth of crops like opium and coca.
(6) Because of the need to improve international controls
over dangerous drugs which have legitimate medical uses,
like barbiturates and amphetamines, I urge the Congress
to adopt legislation implementing the Convention on
Psychotropic Substances, and I urge the Senate to
ratify this treaty promptly.
(7) In my communications with foreign leaders, I will
emphasize international cooperation among drug law
enforcement agencies, so that intelligence and technical
expertise can be shared. I will encourage them to send
law enforcement officials to work with us to stop the
flow of drugs through other countries. This kind of
cooperation has already begun in Bangkok among French,

German, British, Dutch, American and Thai officials.
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o I am directing the Office of Drug Abuse Policy to
recommend to me the appropriate federal drug law
enforcement role in the light of currently available
resources -- state, local and federal. For nearly a
decade, federal support of state and local enforcement
activity has steadily expanded. The time is ripe to
evaluate the results of this effort -- to determine
whether federal participation should be altered, and to
determine the proper division of responsibility between
federal and local officials. The Office of Drug Abuse
Policy has already begun the first phase of this review,
which includes consideration of border security and
drug trafficking intelligence.

e« I am directing the Attorney General to study the

¢ merits of proposals which would deny pre-trial release

to certain persons charged with trafficking in drugs
posing the greatest threat to health, and to give me
his recommendations within 90 days. At the present time,

some persons charged with major drug offenses can use

“ their immense wealth to post bail and escape justice.

If enactment of such proposals appears to be necessary,
their application should be restricted to persons who,
for example, have been previously convicted of a felony
involving drugs, or are on parole, or are convicted
fugitives, or possess a false passport, and it should
include a provision granting the accused an expedited

trial.

ectrostatic Copy Made
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o I %? directing the Attorney General to[%;udy-the{%eed
7]

to,indxeasé}the penalties for major trafficking offenses;

/

and to give me his recommendations within 90 days.
¢ I also have considered requesting changes in the Tax
Reform Act of 1976. Some of its provisions =-- such as

those for disclosure and summonsing -- were designed

e to protect the privacy of citizens but may also impede

unnecessarily the investigation of narcotics trafficking

e cases. I am asking the appropriate federal agencies

to determine the difficulties these provisions present
to effective law enforcement. If it appears they can be
amended to improve law enforcement without infringing
upon legitimate privacy interests, I will submit
legislation to the Congress.

Marijuana

Marijuana continues to be an emotional and controversial
issue. -After four decades, efforts to discourage its use
with stringent laws have still not been successful. More
than 45 million Americans have tried marijuana and an estimated
11 million are regular userst Yﬁ%ug laws should be written
to discourage drug abuse, but not at the price of undermining
respect for the law. Too often, they have reflected moral
disapproval and fear instead of reasoned and dispassionate
judgment{] Penalties against possession of a drug should not

be more damaging to an individual than the use of the drug

itself; and where they are, they should be changed.
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Nowhere is this more clear than in the laws against
possession of marijuana in private for personal use. [Eﬁe

evidence to date shows that the medical damage done by Qé

-

7 ——
Varln

marijuana as it is used in our country today is minimal,
and recent research studies indicate it may have beneficial
uses in the treatment of certain types of illness.

Marijuana has become an established fact throughout
our society, and the sky has not fallenTI We can, and should,

—

continue to discourage its use, but this can be done without
el en~,

defining the smoker as a{sriminal} E@gre is incalculable QL e
LA A

social harm in marking so many Americans with the stigma

(or even the risk) of a criminal record., States which have
already removed criminal penalties for marijuana use, like
Oregon and California, have not noted any significant in-
crease in marijuana smoking. The National Commission on
Marihuana and Drug Abuse concluded five years ago that
marijuana use should be decriminalized, and I believe it
is time to implement those basic recommendations.

Therefore, I support legislation amending federal law
to eliminate all federal penalties for the possession

of up to one ounce

of marijuana. This will leave the states free to adopt
whatever laws they wish concerning the marijuana smoker. C@y
hope is that all states will soon follow suit and repeal gé{i f
their criminal prohibitions against these activities, thus

bringing to a close an unhappy and misguided chapter in our
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. A sustained effort must be made to identify the
reasons that people turn to drugs, including alcohol
and cigarettes. We should seek more effective ways to
make people aware of the health problems associated
with such substances (particularly cigarettes and alcohol)
and to respond in more constructive ways to the human

and psychological needs they satisfy.

Drug Research

In the past, there has been no serious attempt to
coordinate Federal research on opiates and alcohol despite the
many similarities in the effects of these two drugs. A joint
Federal research center might not only save money, but also
lead to greater scientific understanding of addiction problems.

Therefore I am directing the Secretary of Health, Education, and

L.
~rak %
Welfare to study the feasibility of[@ovinqrthe Addiction Research

Center[;presentiyﬂ&oeateé—énw£exington7~Kentucky7~t0“Washiﬁqton,
(= VO

D€~ —and—making-it| responsible for coordinated research and a

variety of drugs, including opiates, alcohol, and tobacco.

Administrative Action

Improved treatment and prevention programs should be ac-
companied by appropriate changes in Federal regulations, ad-
ministrative practices, and enforcement, among which are these:

. First, I am recommedning a conscious and deliberate
increase in attention throughout the Federal Government
to the problems related to the abuse of drugs that come
originally from legitimate medical sources. Of particular
concern are barbiturates, which despite their recognized
medical use, are responsible for many deaths
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No government can completely protect its citizens from
all harm -- not by legislation, or by regulation, or by
medicine, or by advice. Drugs cannot be forced out of
existence; they will be with us for as long as people find
in them the relief or satisfaction they desire. But the
harm caused by drug abuse can be reduced. We cannot talk in
absolutes -- that drug abuse will cease, that no more illegal
drugs will cross our borders -- because if we are honest
with ourselves we know that is beyond our power. But we
can bring together the resources of the Federal Government

intelligently to protect our society and help those who suffer.

* ?2?We-Gaﬁ—bféng~together—the-£esou;eeg—oi—the~Eede§a}«60verﬁﬁ§ht
o ’/intek%&gently_to“help“pnnteqﬂ;gizMZ;%rwhelming majority of the
/}&yﬁﬂm public who never abuse drugs but for whom it poses the threat
of broken families, a lost child or fear to walk the streets
at night.;%? Beyond that, we must understand why people
seek the experience of drugs, and address ourselves to those
reasons. For it 1is ultimétely the strength of the American

people, 0of our values and our society, that will determine

whether we can put an end to drug abuse.

* JIM FALLOWS believes this sentence
"is overripe prose of the sort you
have avoided in previous messages."
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6. The message talks about your establishment of the
Office of Drug Abuse Policy to coordinate federal action
and to formulate comprehen51ve national policy. Careful
consideration should be given to the extent to which the
work of this office should be mentioned, in light of the
Executive Office of the President study by OMB which
recommends that the Office be terminated at the end of one

year.
A
Leave message as is /TS {uy¢9!
B 41/—4—’ Lere £
/ = s _/L.;f"‘ .
Delete reference to ODAP S ~ g 2
/ L S /’ d _//«V‘ ’
7. I am very concerned about the marljuana sectlon of

this message. This will certainly be the headline story

in the message. While during the campaign you talked about
the decriminalization of federal laws dealing with marijuana,
you also stressed the need for civil penalties for possession
of small amounts (September 3, 1976, Plains, Ga.) The

point of decriminalization is not that its use should be
encouraged but that civil penalties are more appropriate.
Unfortunately, there is no mention of civil penalties in

the message.

You also indicated in the campaign that you wanted to place
heavy emphasis on punishing the "pushers" of hard drugs
(September 3, 1976, Plains, Ga.) The message contains no
reference to pushers of marijuana.

In general, I believe the section on marijuana is written

in an almost laudatory tone, which I believe is unfortunate.
Sentences such as "marijuana has become an established fact
throughout our society, and the sky has not fallen",
"research studies indicate it may have beneficial uses in
the treatment of certain types of illness", and a suggestion
that the states should repeal their criminal prohibitions
"thus bringing to a close and unhappy and misguided chapter
in our history" almost seem to be a positive recommendation
of the drug.

Further, I would disagree with the statement that "the evidence
to date shows that the medical damage done by marijuana as

it is used in our country today is minimal." From what I

have seen, the studies on medical damage are very mixed,

some indicating the contrary. During the campaign you said,

"I don't approve of the use of marijuana. The medical effects
of persistent use of marijuana still concern me very much."
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THE PRESIDENT HAS SEZN.

THE WHITE HOUSE

WASHINGTON

a

-

MEMORANDUM TO: THE PRESIDENT

FROM: Jane Franﬁépbvj, July 22, 1977

RE: Summaries for Week of July 18 - 22, 1977;
Miscellaneous Items

I am transmitting summaries received from the follow-

ing:
Agriculture Interior (no news to report)
Commerce Justice
CEA Labor
Defense STR
GSA Transportation
HEW Treasury
HUD UN

Also attached are memoranda from:

--Mike Blumenthal on Senator Byrd's suggestion about
inviting Senators to Camp David; and on a news "mis-report"”
of his statements on tax reform.

-— Griffin Bell, in response to your gquestion, on the
scope of his investigation of the steelworkers' election.
(I have not forwarded his attachment.)

Stu reports that you told the Privacy Protection Study
Commission that you would distribute their study and final
recommendations at the next Cabinet meeting. We thought
it would be easier to send those documents to each Cabinet
member and have done so.

CC: The Vice President
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THE SECRETARY OF THE TREASURY
WASHINGTON 20220

o UL 21 p o= o ( /
July 21,.1977 }

MEMORANDUM TO THE PRESIDENT

I am well aware of your injunctions, 8t reiterated
in your margin comment re the report on my tax reform
statements in the Wall Street Journal. The best I can
do in my defense is to recall your own frequent comments
that there is no telling what the media will mis-report
about what one is saying.

The comment in question mis-reports me as predicting
that deferral of foreign source income will not be affected.
Of course, I did nothing of the kind. I did compare
deferral to DISC, mentioning that there were few good
arguments for the latter, but that the issue was more com-
plicated with regard to the former. I also hastened to add
that no decision had been made by you on either of these
two issues (nor on any others). As you can imagine, I would
not easily predict that deferral will stay, knowing that you
had just asked me to include its elimination as an option
in our program.

In all my public statements, I try to avoid specific
predictions on any aspect of tax reform. I do talk about
the various options because this kind of public discussion
seems to me essential. It engages the public and various
interest groups in focusing on tax matters so that our
actual recommendations will not come as an undue shock to
them.

Incidentally, the Wall Street Journal called us to
apologize for their gaffe. Unfortunately, I can't promise
that the same thing won't happen in the future, but I will
do my best.

W. Michael Blumenthal

yn Purp: 88



DEPARTMENT OF AGRICULTURE
OFFICE OF THE SECRETARY

WASHINGTON, D. C. 20250
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July 22, 1977

MEMORANDUM TO THE PRESIDENT
THROUGH Jack Watson -
Secretary to the Cabinet

SUBJECT: Weekly Report

FARM BILL. Chairman Foley has done a remarkable job in holding the line
thus far. A1l indications suggest an acceptable Bill will come out of
the House.

BEEF. Meat imports from Costa Rica have reached 82.6 percent of their
voluntary restraint level for 1977. USDA, by law, must now initiate
action to bar imports above this level. We can, with State and STR,
consider an upward adjustment by allocating shortfalls from other
countries to them or assigning Costa Rica a portion of this year's
unallocated reserve. Either action would require agreement by other
exporting countries. Action must be within the context of Mrs. Carter's
talks in San Jose. Should total meat imports exceed the total voluntary
restraint levels, the domestic industry will scream.

The dangerous and potentially explosive concentration of beef supplies
continues with the formation of a cooperative in Washington State and
Idaho made up of their six largest feedlots. The coop has signed an
agreement with a subsidiary of Iowa Beef Processors to provide 70
percent of IBP supplies. To head off actual price fixing and charges
of market control, experts from USDA's Marketing Service are working
with our Packers and Stockyards Commission to develop reporting
procedures with appropriate penalties for false information. This
business arrangement will also add to the increasing criticism of coops.

GRAIN INSPECTION. We estimate the average cost of the Federal program
at one-half cent per bushel, well below industry estimates.

The Marketing and Grain Inspection Services have reduced the estimated
man-hour public reporting requirements by 17 percent.
(OMB goal: 5 percent)
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WASHINGTON
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MEMORANDUM FOR THE PRESIDENT
From: Charlie Schultze ¢

Subject: CEA Weekly Report

Testimony. I appeared this week before the Budget
Committees in the Senate and House to discuss the state of
the economy and the outlook through 1978. The reception was
cordial, and I encountered little disagreement over the
outlook from the members of the Committees.

Ongoing Projects. Most of my staff have been absorbed
in work on several ongoing Administration projects. We have
been deeply involved in the discussions on the welfare
reform proposals that are to come to you shortly. In
preparation for our next meeting with you on tax reform, we
are examining the various alternative investment incentives
that have been proposed to you. We are also reviewing the
Treasury proposals for personal tax reform.

Regulatory Reform. A memorandum on reform of OSHA has
been hammered out by an interagency group including CEA.
The final memo reflects, in my view, a considerable expansion
of the mandate of this task force beyond that originally
approved by you. By itself, that's 0.K. But the progress
of the task force will have to be monitored closely to
insure that the reforms relating to economic incentives
receive thorough consideration.

Steel Prices. On Thursday, I called a small group of
reporters into my office to issue a statement on the price
increase reported by U.S. Steel. The statement reflected my
conversations with you and with Mike Blumenthal and Bert
Lance on Thursday morning. My staff coordinated with Jody
Powell in arranging the briefing, and Jody received a copy
of the statement as soon as it was ready. Thus far, reaction
to our comments has been muted. With the help of the Council
on Wage and Price Stability, I hope to develop for your
approval a set of plans and strategy to handle such situations
in the future.
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July 22, 1977

MEMORANDUM FOR: The President

SUBJECT: Weekly Report of Major Departmental
Activities

The following are brief descriptions of significant
activities at the Department of Housing and Urban Development.

HUD Moves Quickly in Pennsylvania Flood Disaster. The
Department has already begun preparations to aid victims
of Wednesday's Johnstown flood. Officials from FDAA, the
Office of Housing, and the Office of Neighborhoods, Voluntary
Associations and Consumer Protection were in the area on
Thursday to appraise damage and develop plans to assist the
victims. HUD employees with experience in disaster relief
have been alerted for duty. I held a meeting of top disaster
personnel in my office this morning for the purpose of ensuring
an effective, coordinated response to the Johnstown tragedy.

Assistance Offered to Victims of New York City's
Disorders. Vacant houses and apartments from the HUD in-
ventory of acquired properties have been made available to
the estimated 425 families rendered homeless by the recent
power failure and resultant disorders. The families may
remain in the HUD-owned units until their homes are repaired
or until substitute housing can be obtained. In addition, we
have announced a special allocation of Section 8 housing
units that will be available for those requiring permanent
shelter.

HUD also has issued a news release reminding New York
City residents and businessmen holding Federal Crime
Insurance policies to file claims as soon as possible. We
. estimate that insurance claims under the Federal Riot
Reinsurance program will range from $30 to $50 million and
that there will be up to 2,000 claims totaling as much as
$5 million under the Federal Crime Insurance program.

HUD's Section 8 Programs Receive Positive Evaluations.
The Department has received preliminary information on the
findings of three contractors evaluating the Section 8
New Construction program. Among the findings are the
following:
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o) Processing time has been reduced significantly
since the program was first implemented.

o Sponsors expressed the opinion that Section 8
projects were being located in neighborhoods with
property values at or above the average for the
rest of the community.

o} Section 8 projects are generally small, averaging
between 65 and 100 units. Buildings for the
elderly tend to be larger than the average while
family projects generally contain fewer units.

o) A significant number of projects are being located
in small, largely rural communities where the
housing market is experiencing little or no growth.

o The structural characteristics of Section 8 projects
differ widely from the popular image of an urban
high-rise project.

Similarly, preliminary findings indicate that the Section
8 Existing Housing program is well regarded by public housing
authorities, assisted families, and participating landlords.
Of the participating families surveyed as part of the evalua-
tion report, 71 percent stated that they were more satisfied
with their present units than with their previous units. The
families that moved under the program tended to improve the
space and quality of their housing. Landlords participating
in the program naturally want higher rents, but in most cases
have rented units at or below the Fair Market Rents. The
Housing Quality Standards utilized by the Public Housing
Authorities were found to be reasonable by the landlords, with
repairs required by the Authorities on 27% of the units.
Nearly all participating landlords had never previously parti-
cipated in government housing programs, but indicated they
would participate again 1 ection 8. C?

-1 ;

Patricia Roberts Harris
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®ffire of the Attornep General &

Washington, B. €. 20330
~July 22, 1977
BIPRLN 2 R

Re: Principal activities of the Department of
Justice for the week of July 18 through 22

1. Meetings and Events

On Monday, the Attorney General administered the
oath of office to M. Carr Ferguson to be Assistant Attorney
General in charge of the Tax Division. The Attorney General
testified on Tuesday before the Senate Select Committee
on Intelligence regarding the Foreign Electronic Surveillance
Act. On Tuesday night the Attorney General spoke to the
Y-Group, a symposium consisting of prominent businessmen
from across the country. The Attorney General departed
Tuesday night for London, England and on Wednesday lunched
with the Honorable Samuel Silkin, Attorney General for
England and Wales. On Thursday and Friday the Attorney
General participated with a number of English and American
judicial officers and private attorneys in a two-day con-
ference on Anglo-American exchange on appellate procedures
at Ditchley House, Oxford, England. Assistant Attorney
General for Civil Rights Drew S. Days addressed the Operation
PUSH Convention in Los Angeles Friday. The Assistant Attorney
General in charge of the Antitrust Division, John Shenefield,
testified before the Senate Judiciary Subcommittee on Anti-
trust and Monopoly concerning the effect of the recent
Supreme Court decision in Illinois Brick on several pending
large government antitrust cases.

On Tuesday the Deputy Attorney General convened a
meeting with representatives from each involved Federal agency
to formulate plans and procedures for detection, prosecution
and prevention of white collar crimes against the government.
A redraft of a proposed message on organized crime was
delivered to Mr. Lipshutz and Mr. Eizenstat on Friday after-
noon from Mr. Civiletti, Assistant Attorney General in charge
of the Criminal Division.

2. Task Force on Sex Discrimination

Ms. Stewart B. Oneglia, an attorney who served on a
Governor's commission that helped implement the Equal Rights
Amendment in Maryland, Tuesday was named director of a new
Task Force on Sex Discrimination in the Civil Rights Division
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MEMORANDUM FOR THE PRESIDENT j

At the June 22 Cabinet meeting you asked me to look into the
question whether the Secretary of Labor has any discretion under law
as to the scope of the investigation he must conduct in response to the
canplaint filed by Ed Sadlowski, the losing candidate in the recent
steelworkers' national election. The Secretary of Labor is required by
statute to investigate allegations of misconduct in union elections to
determine whether there is probable cause to believe that violations
have occurred which may have affected the ocutcame of the election.

If the Secretary finds such probable cause, he is required to file
a civil action on behalf of the loser of the election and pursue that
action to judgment. This is the exclusive means available to a member
of a labor union who wishes to challenge the election; he cannot bring
suit in any court or institute any other form of administrative action
to review the election results.

The Secretary's decision not to bring a civil action in respmnse
to such an allegation of election misconduct is subject to judicial re-
view, and in order to prevail the camplaining party must satisfy the
court that there is no basis in fact for the Secretary's decision not to
institute court action. Thus, while the Secretary does have a certain
amount of discretion under law as to the scope of his investigation, his
exercise of that discretion will be subject to court review. I am
attaching a memorandum of the Office of Legal Counsel explaining in more
detail the legal basis for this conclusion.

q’“‘.tns‘w- B G

Griffin B. Bell
Attomey General

Attachment
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THE SECRETARY OF TRANSPORTATION
WASHINGTON, D.C. 20590

i o . July 22, 1977 —
MEMORANDUM FOR THE PRESIDENT
THROUGH : Jack Watson
SUBJECT: DOT Issues for Presidential Review

This memorandum identifies and updates issues pending at the
Department of Transportation.

ACTION
Gasoline Tax - National Energy Proposal: Progress Report

As anticipated in my July 15 memorandum to you on transportation
and energy, the Ad Hoc Committee on Energy chaired by
Congressman Ashley has voted in favor of a four cent increase
in the gasoline and diesel fuel taxes. This will be presented
to the House as a floor amendment to the energy bill. I
continue to believe that the proposed use of funds derived
through the tax should be modified to fit more closely with our
transportation reform proposals, but this can be settled at a
later date as the bill moves to the Senate. We expect that the
Ad Hoc Energy Committee's report will indicate some flexibility
on how the funds will be used. At this time, I think it is
important that we mourn+t a major effort to preserve the tax in
the House. There is considerable opposition and a unified
Administration position will be necessary to achieve success.

/ V7 Launch effort to get House passage of a gasoline tax
(will be coordinated with Frank Moore).

/ / Do not proceed until I talk to you further; Date

Airbags/Passive Restraints - Update

On July 20, Congressman Shuster (D-Pa.) reintroduced his
resolution to overturn my July 1 decision on mandatory installa-
tion of airbags in automobiles. This resolution has 150 sponsors.

I am contacting individually key members in the House and Senate
to halt Shuster's momentum and gain vocal support for the
Administration's position. I will continue to keep you apprised

of our efforts.
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In answer to questions, I repeated that I would recommend a
veto of any Locks & Dam 26 renewal or repair authorization which
did not contain acceptable user fees.

No-Fault Auto Insurance - Progress Report

During the past week, I testified in support of the Administration’:s
position endorsing Federal standards for State no-fault plans to
the authorizing committees of both the House and Senate. The
Administration's position was very warmly received. Both
Committees have now concluded their hearings on the issue.
Markup of the legislation will proceed after the August recess.
The general prognosis for the bill at this time looks good. The
opponents will get their next, and perhaps last, inning when

the members go back to their home districts during the recess.
We will continue to work with the Committees for an early
completion of this legislation.

Deepwater Ports - Information

Seadock, the proposed privately owned and operated deepwater
port off the coast of Texas, has moved closer to collapse. As
you know, Exxon, Gulf, and Mobil--representing more than a majority
of the investors--had withdrawn earlier. Seadock's board has
extended for 90 days (into October) the period during which new
investors may be found. Seadock's board has also directed its
president to try one more time to bring Exxon, Gulf, and Mobil
back in, as well as to try to find other investors. Seadock
attorneys and DOT staff have been meeting to try to resolve
outstanding issues relating to the shareholders agreement. It
is not clear that this will be possible, since I have not been
satisfied that Seadock proposals so far provide the protections
I feel are necessary to protect the public interest in having
these facilities open to all users on a truly competitive basis.

Meanwhile, the Texas Legislature is expected to pass by July 22

a bill backed by the Governor authorizing a public port if the
private port falls through. A public port would have great merit,
especially considering the difficulties we have had negotiating
with Seadock.

Senator Bentsen is under pressure from a delegation of mayors

from Texas who are coming to Washington apparently to press for
approval of Seadock. I will meet with them on Tuesday. I believe
Bentsen has also asked for an appointment for them to see you.
While I believe you do not need to see them, if you decide to do
so, I would like to be present.

Progress has been greater on negotiations with LOOP, the proposed
privately owned port off Louisiana. I am hopeful that LOOP
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THE'\‘SEGRETARY OF HEALTH, EDUCATION, AND WELFARE
pﬂ WASHINGTON, D.C.20201I

MEMORANDUM FOR THE PRESIDENT
SUBJECT: Weekly Report on HEW Activities

The following is my weekly report on significant activities
within the Department of Health, Education, and Welfare.

° Labor-HEW Appropriations Bill: The conference on the
Labor-HEW appropriations bill (H.R. 7555) completed
action last week on all funding issues except the Cuban
refugee program. The conference will resume at 10
Tuesday morning with consideration of that issue and
the various riders contained in the House and Senate
versions of H.R. 7555.

Major actions of the conference committee had the
effect of reducing the Senate bill in health controllable
expenditures by about $185 million. The House bill was
reduced in the education area by $109 million.

On the language amendments, the conference deleted
the anti-affirmative action provision which had been
adopted by the House. We are continuing to work for
deletion of the provision of the Senate bill which
would prevent us from carrying out our civil rights
data survey. Indications are that the conference could
be a lengthy one because of the debate on the abortion
issue.

° Regional Reorganization: On Thursday, July 21, I
announced the Department's regional reorganization that
should strengthen the command relationships between
HEW's five main operating components and their counter-
parts in the field. We have created the new post of
Deputy Under Secretary for Intergovernmental Affairs to
be in constant touch with the Principal Regional
Officers (as you know, we are abolishing the title and
the functions of the Regional Director and making the
principal Regional Officer a coordinating, not an
operating position).
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‘VSL\ General Services Administration = Suol
Washington, D.C. 20405
Administrator

July 22, 1977 I I a

MEMORANDUM FOR THE PRESIDENT
SUBJECT: Weekly Report on GSA Activities

FBI May Dispose of Many Files

The Justice Department and the FBI are conferring with the National 7?iff%;/
Archives (NARS) on the proposed destruction of many of the 6.5 million

files the FBI collected on citizens and groups that attracted Bureau

attention only because they participated in some sort of political

protest. The Taw sets down procedures for Government agencies to trans-

fer historic records to the Archives and gives archivists a role in

determining what must be preserved and what can be destroyed. The

issue of the files arose at a House Judiciary Subcommittee hearing during

which some members criticized the FBI for holding on to masses of records

having nothing to do with criminal activity.

Government-Wide Evaluation of Mail Procedures

Over the years the National Archives (NARS) has inspected records manage-
ment programs of many agencies. Now it is conducting a Government-wide
evaluation of mail procedures that it hopes will lead to improvements

by identifying key problems. The study began with the collection of data
from the Commerce Department and will continue with similar studies at a
sampling of other agencies to be followed by analyses of the findings.

Water Shortage Results in Lost Manhours

The water shortage in Montgomery and Prince Georges Counties on July 7
and 8 resulted in dismissal of Federal employees working in those two
counties. The Tost manhours as a result of that crisis are estimated
at 590,000 hours. Based on the average salary for Government employees
in the Washington metropolitan area, the estimated cost of these lost
manhours is about $5.1 million.

Presidential Successor Evacuation Plan

The first "Tlive" exercise of the White House-directed Presidential Succes-
sor Emergency Evacuation Plan, developed by the Federal Preparedness Agency,
was conducted on July 15, 1977. The Department of Justice was the successor
agency selected to participate. The time reguired to complete each phase of
the operation was well under that anticipated.
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